Each scenario includes question sets for undergraduate and graduate students. A debrief is included with each scenario, but because management dilemmas can be resolved using a variety of solutions, expect that students may come up with solutions that differ from those included in the scenarios. This document contains only Scenario E: Acquisition and Organizational Culture/HR Communications. The scenarios are as follows:
• Scenario A: Transactional to Transformational HR.
• Scenario B: Retention.
• Scenario C: Talent Development.
• Scenario D: Technology/Social Media/HIPAA.
• Scenario E: Acquisition and Organizational Culture/HR Communications.
The case begins with introductory information about the organization and is then divided into five scenarios.
Central Columbia Hospital: Overview
Central Columbia Hospital was founded in 1889 as a nonprofit, communitybased health care facility in northeastern Pennsylvania. This 116-bed, acute care facility employs 963 employees and is nestled along the Susquehanna River's northern branch in Briar Creek. The facility provides general medical and surgical services to the surrounding community of approximately 70,000 people. The hospital is proud of its tradition of upholding its mission to these communities by providing comprehensive health care services in a compassionate, caring and cost-effective manner while maintaining the highest level of professional excellence. The hospital is in the process of a yearlong celebration commemorating its 125th anniversary by partnering with the community for free monthly health screenings, hosting a summer carnival on the hospital's grounds and reaching out to local elementary schools to provide free healthy lunches each week.
Dr. George Stiller has served as the hospital's board chair for the past six years and is an obstetrician/gynecologist (OB/GYN) in the community. Stiller has lived and practiced in this community for more than 37 years and has delivered many employees of the hospital. He is known for being kind, gentle and truly caring, and can recall almost everyone in the hospital by his or her first name. Employees often seek Stiller's sympathetic ear to express concerns about everything from staff-to-patient ratios to the cafeteria food. Stiller takes a hands-on approach to his duties as chair and voiced strong concerns about the hospital's recent national search for a new president and CEO. Stiller pushed to keep the search close to home and cautioned the board of potential consequences to hiring a noncommunity member into such a pivotal role. In the end, however, the board launched a national search that resulted in hiring Anita Green. Green previously served as the chief operating officer for two community hospitals in Michigan and Indiana. Although Stiller plays quite a visible role in his position, the balance of the board members see their roles as ones of governance, not focusing on daily operations. As a matter of fact, most agree the day-today decision-making should be left in the capable hands of Green. Green knows that Stiller wanted to keep the president and CEO search at a local level. This created some tension between them when Green arrived to Central Columbia, and this tension still plays out occasionally during board meetings.
Green has been with Central Columbia Hospital for a little more than three years. When she joined the hospital, it was financially hemorrhaging from every service line. In the past three years, however, she and her team have turned obstetrics, radiology, gastrointestinal, and out-patient laboratory and surgery into revenue-producing service lines. Green is still concerned about emergency services, general surgery, orthopedics and critical care services. She knows that staffing these services with competent and experienced staff is essential to getting these areas to perform at the levels needed to make the hospital financially solvent.
Green knows that other areas of the hospital also need attention. Compliance in this heavily regulated industry continues to create substantial challenges, including a strain on the hospital's human resources (HR). Green feels the hospital is vulnerable to legal risks without a position completely dedicated to addressing HIPAA (the Health Insurance Portability and Accountability Act), Medicare issues, and regulations associated with the Pennsylvania Department of Health and the Joint Commission's criteria such as staff educational requirements, orientation documentation, patient care, and safety protocols and procedures.
Green has asked the board to approve a corporate compliance officer position as a member of the executive team. The current risk manager, William Toth, has said that he is not interested in expanding his scope to encompass all compliance issues and prefers to stay focused on patient safety goals. He has made great strides in the internal reporting procedures for patient-care incidents, and although the numbers are higher than they were two years ago, Toth sees this as a success because the hospital now has a better understanding of the issues and has started processes to implement appropriate changes.
Patient satisfaction has been on the rise, but it is still well below where Green and her team would like it to be. With an overall patient satisfaction rating of 78 percent, Green and her team know there is still a lot of work to do to reach a 90 percent satisfaction rate (a goal that is 5 percent above the national average), a target she set shortly after she arrived at Central Columbia. Although many patients feel the care is competent, the hospital still lags in satisfaction regarding communication of medical care to patient and family members and timeliness of treatment. The executive team, including the newly appointed vice president of patient care services and chief nursing officer, Ann Romero, has suggested that these scores may reflect a delay by nursing staff to inform attending physicians of a patient's status. Others on Green's team are concerned that her patient satisfaction goal is too lofty too soon, and they feel it has caused stress and morale issues in several areas of the hospital.
Green set the 90 percent patient satisfaction rate goal as a result of a patient and employee satisfaction survey conducted two years ago. Since then, the hospital has continued to participate in the survey process on an annual basis. These surveys have provided valuable data that have allowed Green and her team to establish several operational and patient care improvement initiatives. Green used the weeklong celebration of National Hospital Week in May to share the results with employees during her town hall talks. Green has used several occasions such as National Hospital Week to celebrate and educate employees on the important work they do and the reasons why it is necessary to continue to improve. Green has addressed several questions regarding the rumors of mergers during these meetings, and she is always candid about the real possibilities and the need for improvement. In addition to the changes Green is suggesting in the compliance area, she is also working closely with the current HR manager, Frank Scott. Scott has been with the hospital for 26 years and has been successful at processing the transactional work required to meet employee demands. It has become evident to Green, though, that Scott does not possess the knowledge and leadership skills needed to move this function to a more strategic level.
Green is hoping to convince her executive team that it is time to begin a search for an individual who can move the HR function from being reactionary to one that will be instrumental in transforming the hospital. Scott currently reports to Jeff Curry, chief financial officer, but Green's vision is to have the vice president of HR report directly to her. Green's short list of issues for HR seems to grow longer every day, and she needs that function to partner with her to ensure success. Compensation, hiring practices, retention, talent identification and development, and diversity are just a few of the items that Green knows need to be addressed by the hospital to remain competitive.
This freestanding community hospital has also been faced with maintaining its independence while being surrounded by two larger, growing health care systems. Although the hospital has been successful to date operating independently, the increased demand for specialized services and the shrinking reimbursement and payment for services are forcing Central Columbia to evaluate two possible moves to assist in providing the most comprehensive short-and long-term health care possible to the communities for which it cares. The communications staff at Central Columbia Hospital has fielded a constant flow of e-mails, phone calls and letters after an article ran in last week's Columbia Times titled "Hospital in Talks to Be Acquired." Central Columbia's board of directors is currently evaluating the most recent proposal in which the hospital would be acquired by Miners Health System, a larger nonprofit health care system that supports the health care needs of many of the northern and eastern communities. Miners has expressed interest due to its long-term strategy of expanding into additional markets. Similar to the initial proposal, this recent proposal could have a dramatic impact on how the hospital operates by changing the structure, systems and practices currently in place. Conversations at the board and senior leadership levels have included discussions on patient outcomes, patient satisfaction and staffing ratios. Miners is a similar organization in that it is a nonprofit, but it has acquired two other hospitals in the past eight years that resulted in a transformation of the system's organizational culture.
Central Columbia's independent 125-year history and its deep-rooted culture is not lost on the board or senior leadership, and the senior leadership team plans to dedicate much of its weekly meeting to discussing the implications of the potential acquisition from an employee perspective. Although many of the obvious business reasons for entering into the arrangement have been discussed between the two entities, Central Columbia has had few conversations focused on organizational culture. Miners' vice president for HR, Allison Bates, has scheduled a daylong meeting with senior executives from both organizations to compare and George Stiller, board chair, has been vocal about his desire not to enter into the arrangement. He strongly opposes having "outsiders" in the community running and possibly ruining the proud tradition of Central Columbia. Janet Hillard, vice president of ancillary services, agrees with Stiller and has shared her concerns about the timing of the possible acquisition and its impact on the activities celebrating the hospital's 125 years in service and on the spirit of the community partnership. Although the senior leadership team is concerned about the long-standing relationship with the community, each member had approached the due diligence process with a guarded yet open mind to this point.
At the weekly senior leadership meeting
"OK, let's get started. We have a lot of ground to cover at today's meeting," announced Anita Green. "Again, I'm happy that Dr. Stiller is able to join us as we continue our conversation about the possible acquisition by Miners Health System." She continued, "In our previous meetings, we discussed the organizational impact from various perspectives. This week, I would like for us to concentrate on the impact on our employees. That is why I asked Frank and Teresa to join us this week. This is the first time the senior leadership team has met since the article in the Times last week. As you all know, Teresa and her team have been closely monitoring the feedback from the community, and we have developed messages to address our external populations. However, my concern is for employees and that the news may potentially affect productivity, quality and morale." As she concluded her opening remarks, she turned to Frank Scott, HR manager, "Frank, what have you been hearing from employees and their supervisors?" Scott has facilitated the hospital's monthly manager meetings during which the acquisition news was the primary topic of discussion. He began, "Well obviously, people are afraid they are going to lose their jobs. Managers are hearing plenty of conversations among employees that must be having some impact on their focus and possibly overall work quality. Employees are also frustrated that we would even talk with Miners because we have been independent for so long. In short, they are looking for answers, and we just don't have anything to give to them right now."
Stiller interrupted Scott as he was finishing. "Anita, do you plan on talking with employees anytime soon? Quite frankly, I don't see this quieting down, and I'm sure the Times will be publishing another article in the coming days. I'm certain the local news station is also planning a story. In my opinion,
we need to get ahead of this. I can't tell you how many employees have contacted me in the last week feeling unsettled about the whole situation."
Green, feeling she was put on the spot, responded quickly, "That is essentially why we are here today, George." "It's probably a good time to let everyone know that Miners' vice president of HR recently reached out to us to meet and discuss our cultures and HR practices. This is part of Miners' due diligence process, and I think it is very beneficial for us to know how it operates," said Scott.
Stiller replied, "Well, they are a union environment, so I suspect they operate much differently than we do." After an awkward pause from all in the room, It is unclear what the relationship is like between the Columbia Times and the hospital. A positive working relationship would typically prevent a story from making headlines without the organization first communicating with employees and other constituents. Nevertheless, Green and the leadership team, in consultation with Teresa Sullivan, should have anticipated this outcome much sooner. Despite Central Columbia's proud tradition and the momentum being built through its 125th anniversary, employees have concerns given Miners' two acquisitions in the past eight years. A written communication from Green followed by a town hall-style employee forum could have been a proactive way to communicate to employees. Instead, senior leaders must now reactively develop a communication strategy knowing that trust has been significantly hampered since the article was published.
Green will still need to communicate in writing and in person. The message will need to be different to rebuild trust among employees. Sullivan will also have to work closely with Green and her leadership team to craft the message and to prepare for questions that will arise from various employee groups.
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The following steps should be considered in communicating the information to employees:
• Send an e-mail from Green as soon as possible. In the e-mail, Green should schedule a time to have an open forum in which she provides current information and allows questions.
• Schedule informal conversations at the division level for Scott to address more specific concerns after Green's town hall meeting.
• Create a dedicated website/portal with up-to-date information about the proposed acquisition and an opportunity for individuals to provide anonymous feedback and ask questions.
What questions should Scott ask Allison Bates to gain
insight into Miners' organizational culture and HR practices in preparation for the meeting of the two organizations?
Potential questions and topics that Scott could ask Bates include:
Organizational culture
• Describe Miners' organizational culture.
• Describe how Miners handled cultural differences when it completed its most recent acquisitions.
• Describe how the last two acquisitions affected your organization's culture.
• Discuss Miners' strategic goals.
• Explain Miners' compensation philosophy.
• Discuss what Miners' employees value.
• Discuss the themes that were identified from Miners' most recent cultural assessment, and provide the date of that assessment. Discuss the steps HR has taken to address any negative perceptions employees might have.
Legal/finance issues
• Discuss what employment law issues, if any, have been a concern to the organization.
• Discuss any collective bargaining issues that exist. Address the financial liabilities in terms of severance and continuation of benefits.
Performance
• Provide trends in HR performance metrics, including turnover rate, cost per hire and time to fill.
• Provide a list of departments and services that could be made redundant if an acquisition were to occur.
• Describe how Miners has addressed redundancy in the merged organization.
• Identify the top talent at Miners.
Systems
• Describe what must happen to integrate the organizations' information systems, technology and processes as they relate to HR.
• Discuss the employee benefits that currently exist for full-and parttime employees.
• Compare and contrast the payroll processes.
What information might Scott be expected to provide
Miners during the due diligence process?
Although the case focuses on the HR issues and processes from Central Columbia's perspective, the role of an acquiring organization is just as important in the process. Miners' goal to expand its existing market makes Central Columbia an obvious choice based on the limited number of independently led health systems in the region. However, a significant amount of work must be conducted by Miners to make sure this is a proper fit for its long-range vision.
Allison Bates would want Scott to address several areas as part of the due diligence process, but one could argue that providing a firm understanding of Central Columbia's culture would be first and foremost. Both organizations must understand that their existing cultures will have some similarities and some distinct differences. If an HR department does not conduct an effective analysis of the two cultures, the integration phase of the acquisition may result in low morale, high turnover and poor patient care. As they address their cultures, it is important for both sides to identify commonalities to leverage in building the future organization (SHRM, 2013).
Beyond the cultural implications, Bates will want to have a better understanding of the organizational structures of the hospital in general and of the HR department in particular to identify redundancies that may exist. However, additional insights would include the type of structures that may be currently in place. In other words, one organization may favor having a flatter organizational structure whereas the other may have multiple layers that form a larger, more complex arrangement. Furthermore, the organizations may differ in terms of management styles. For example, one may have a centralized approach to decision-making, and the other allows for more autonomy at the department level .
One of the more critical components of the due diligence process is a review of organizational leadership. Bates will want to ask Scott for résumés of key personnel at Central Columbia, with a deeper understanding of the knowledge, skills and abilities to come later in the process. In addition, Bates should ask for a list of current HR policies to see how much they differ from those at Miners. The most complex areas to review are current processes and technologies used in each operation. An implementation timeline in merging the two organizations may be longer than anticipated if several differences are identified (SHRM, 2013).
Another step in due diligence should include assessing the similarities and differences of each organization's compensation and benefits practices. As with any merger, adjustments will have to be made that take into account the best interest of the organization while still providing a fair and competitive wage and benefits package to employees. If employees believe their pay and benefits are not as equitable as before the acquisition, low morale and turnover could result.
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SCENARIO E: QUESTIONS FOR GRADUATE STUDENTS
1. Explore the role of HR in the due diligence process and the overall impact changes may have on people and people processes.
Fons Trompenaars stated that two out of every three mergers or acquisitions fail because the human element of organizational change is minimized or overlooked (Wright, 2010) . David Braun, founder and CEO of Capstone Strategic, supports Trompenaars' view of HR (SHRM, 2013) . He stated, "HR is an area that is often, quite frankly, overlooked in mergers and acquisitions (M&As)." The fact that Central Columbia and Miners will have an initial discussion with senior executives to discuss organizational cultures and HR practices is promising. It could be concerning, though, that an organization looking to acquire did not engage in these discussions earlier in its due diligence process. Because Miners is looking to acquire Central Columbia, it should take the lead by comparing and contrasting the two cultures, determining similarities and differences in both policies and practices, and identifying key talent that it wishes to retain in this newly formed organization (Milligan, 2014) .
According to Qarib Kazmi of Bentley Systems, cultural fit is viewed as the most important component in a successful integration of two organizations, followed by the merging of compensation and benefits plans (Kazmi, 2012) . Because human capital issues are the primary reason why business acquisitions fail, HR should be included early and often in the due diligence process (SHRM, 2013) . HR from both organizations typically plays a leading role in the due diligence process. Working closely with their legal departments, HR professionals look at assessing practices, policies and programs while addressing adherence to employment law (SHRM, 2013) . For example, legal counsel representing Miners may express concern if workplace harassment policies and training at Central Columbia do not meet Miners' standards.
They will also want to know other factors, including what impending litigation may exist, and other risks such as workers' compensation and health care and unemployment costs.
Central Columbia should be concerned from a people perspective.
Miners is growing at a rapid pace, having acquired two other hospitals over the past eight years. In addition, Central Columbia has survived by maintaining a nonunion environment. Though an acquired organization would like to retain some of its cultural qualities, this could be difficult given Miners' strategic vision of expanding its current regional market.
On the other hand, from a business perspective, Central Columbia is concerned that the range of services offered to its patients does not match those of Miners and their other competitors. While wishing to preserve its culture, not merging services with an outside entity could have a significant influence on the future of the hospital.
2. Now that the newspaper article has been published, outline a communication strategy for the employee community that Green and the hospital leadership team can implement.
Regardless of whether Central Columbia has entered into an agreement with Miners, Green and her leadership team must develop a communication strategy to address many of the concerns that have surfaced since the article's publication. Green should work initially with her team and Sullivan to distribute a communication to all employees as soon as possible because the article was published last week. In the memo, Green should invite employees to a town hall meeting event that will address the article's contents and provide answers to questions that have been asked since its publication. This discussion may include why, given the hospital's culture and 125th anniversary celebration, the leadership team is in discussions with Miners. In addition, Miners is already viewed in a negative light given that it competes with Central Columbia and that it is becoming a bigger system with the recent acquisition of two other hospitals. Green should inform employees about Miners' culture, the services it provides patients and its involvement in local communities. Employees will also want to know the time frame of decisions. Without this information, speculation and rumors will continue to affect the productivity, service quality and morale of the hospital's workforce. Questions could be submitted via the hospital's intranet and can help frame Green's comments during the town hall discussion. In addition, employees should be encouraged to ask questions during the presentation.
Once the town hall meeting has concluded, employees should be invited to similar sessions in their divisions to be hosted by their senior leaders.
These meetings will give individuals a more informal setting in which to ask questions specific to their areas and how they may be affected. For example, an obvious concern for most employees during any merger or acquisition is the redundancy of services. Will redundancy occur given the increased volume of patients that the larger system will serve, or is leadership looking to reduce the workforce to become more profitable while maintaining high quality of service? Department supervisors will also need to be updated on talks with Miners and be informed on what is appropriate to share with their staffs and when. The jobs of department supervisors can be the most difficult because they must ensure a high level of productivity and quality regardless of the outcome of these discussions.
For employees, hearing the news of a potential acquisition can be stressful. Learning about this from a newspaper article and not from the organization makes it that much more stressful and creates a great deal of suspicion and mistrust. Relating this to Maslow's hierarchy of needs, employees who hear about any major organizational change, particularly a potential acquisition by another company, will inevitably create feelings of insecurity. According to Maslow, beyond physiological needs such as breathing, food and water, safety needs such as security (including financial) are essential (Wagner & Harter, 2006) . When safety is missing or is threatened, employees will not be able to function at their full capacities. Not learning about a potential acquisition from Central Columbia's leadership team is a tremendous misstep by the organization because it leads to mistrust. Trust is something that will need to be reestablished and maintained regardless of the outcome of the acquisition talks. All that the leadership team can control is the messaging in the future. Milligan (2014) This could range from delivering strategic messages as appropriate to serving as an advisor to departments. Employees will inevitably want answers that cannot be provided because it is too early in the process.
If the decision is made to acquire Central Columbia after the due diligence phase, Green, Scott and the entire leadership team will have several HR challenges to address. HR should be considered change agents as the transition evolves. Part of a successful integration is the retention of key personnel while managing the transition of employees who will not be retained. Managing employee outplacement must be carefully conducted to limit litigation while providing support to those affected . Personnel decisions are the responsibility of the acquiring organization; however, Scott and the HR team at Central Columbia should serve as advocates for Central Columbia employees whenever possible. HR will also need to manage the morale for the population of employees who are retained, because emotions will range from guilt to frustration. HR must also play a critical role to assist Central Columbia employees who transition to the new organization by providing knowledge and resources to perform at a high level (SHRM, 2013) .
Two out of every three mergers and acquisitions fail, so it is important for Central Columbia to plan for various contingencies in case the partnership is not successful. If it is not successful, the hospital must return to normalcy as quickly as possible. Although many employees may be relieved if the acquisition fails, this process would have a tremendous impact on Central Columbia for quite some time. Because of the type of business, employees must be given the reassurance that their jobs are safe to allow them to focus on the quality of care and service for patients and their families.
